
TWI
and the 

Learning Organization

Robert W. “Doc” Hall
Professor Emeritus, Indiana University

Association for Manufacturing Excellence



Four Stages of Adult Learning

1. This is insane!

2. Interesting viewpoint, but perverse.

3. Good some places, but not here.

4. I’ve always said so!



A Tool Kit View of “Lean”
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Work Culture Definitions

1. “How we do things around here.”

2. Common systems, symbols, 
myths, experiences, stories, words,
habits, training, technologies, and 
expectations of each other.



“Tool Culture” and “Learning Culture”

Tool Culture: Develop people and organization
sufficient to sustain operations gains.  A vain hope.

Learning Culture: Develop people to use the tools 
daily to see and solve problems.  Develop them for 
process learning in the broadest context possible.  

A Management-Directed Culture (usually using
financial controls) can’t see either of the above.  



Standardized Work
(Regular, periodic mini-kaizen by everyone)

Criteria: Greatest overall efficiency considering safety, 
quality, waste (cost), quantity, flexibility, and visibility.

Objective: 
Always improve
upon the last
standard state.

This: Improve on
old standard.

Not This: Improve 
whatever you see.

How to:
1. Observe current state: Document (or re-document).
2. Seek waste; ask 5 whys; “Plan & Do” of PDCA; etc.
3. Check proposed method; document for learning.  
4. Deviations from standard by “visibility vigilance.”
When: At a minimum, every time takt time changes.

(When the schedule changes.)
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Rigorous Improvement: Deming Circle

Act Plan

Check     Do

Plan: See problem in context:
Go to the source and see for yourself.

Root Need: Why is this problem
important?

Outcropping or mother lode?

Write a simple statement.

Do = Analyze
Get facts and data.

Examine evidence for root cause.
(Multiple “causes” are common)

Write a countermeasure (a “fix”).

Check = Try it out

Gather and examine the same 
kind of facts and data again.

Does evidence show that we fixed it?
Fixed for now, or fixed forever?

Act = Standardize in Practice
• Training (TWI-JI)
• Practice
• Follow up
• Documentation
• Cues for learning more?



Ancient Chinese Mind Map of World, 500 BCE
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within our
control

(Adapted from Yi-Fu Tuan, Topophilia, 1974)



Stereotyped Financial Mind Map of a Company
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Employees 
are the company.

Temps and
on-site contractors

Supplier partner
personnel

Customer
partner
personnel

Community 
and “Humanity”

Supporting people.
Gov., owners,

banks

Learning Organization Mind Map
Develop all people; they develop work processes. 

“Multi-stakeholder”
ENTERPRISE

A truly  “lean” company,
has a CEO/HR pair.

Unified by: 
A common learning system

Leaders:
Mentor people to 

develop that system


